
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Think about which subcomponents of the Collaborating, Learning & Adapting (CLA) Framework 
are most reflected in your case so that you can reference them in your submission: 

• Internal Collaboration 

• External Collaboration 

• Technical Evidence Base 

• Theories of Change 

• Scenario Planning 

• M&E for Learning 

• Pause & Reflect 

• Adaptive Management 

• Openness 

• Relationships & Networks 

• Continuous Learning & Improvement 

• Knowledge Management 

• Institutional Memory 

• Decision-Making 

• Mission Resources 

• CLA in Implementing Mechanisms 
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1. What is the general context in which the case takes place? What organizational or 
development challenge(s) prompted you to collaborate, learn, and/or adapt? 

2. Why did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)? 



  

    
  

   
  

3. Tell us the story of how you used a collaborating, learning and/or adapting approach 
to address the organizational or development challenge described in Question 2. 



  
 

 

 

  

4. Organizational Effectiveness: How has collaborating, learning and adapting affected 
your team and/or organization? If it's too early to tell, what effects do you expect to see 
in the future? 

5. Development Results: How has using a CLA approach contributed to your development 
outcomes? What evidence can you provide? If it's too early to tell, what effects do you 
expect to see in the future? 



  

 

  

 

6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

7.Was your CLA approach prompted by a response to the COVID-19 pandemic? If so, how?

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning 
and Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented 

by  Environmental Incentives and Bixal.  

https://www.usaid.gov/selfreliance
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	Caption: Photo Caption: Kenyan cooperative stakeholders participate in Social Systems Network Mapping Activity to strengthen collaboration Credit: CLEAR
	Case Title: Pause & Reflect to Strengthen Kenyan Local Partner Collaboration
	Image_af_image: 
	Summary: The Cooperative Leadership, Engagement, and Research (CLEAR) program is part of the Cooperative Development Program housed in the Bureau for Democracy and Innovation, Local, Faith-based and Transformative Partnerships (LFT) Hub (USAID/DDI/LFT). The program’s goals are threefold: (1) support cooperative legislation, policy, and regulations in counties; (2) provide technical assistance to cooperative businesses; and, (3) enhance cooperative networks to improve education and learning among cooperatives. Under the third goal, CLEAR utilizes Collaborating, Learning and Adapting (CLA) internally and externally with implementing partners, stakeholders, and cooperatives to prioritize participatory design and substantial learning. Two of the activities that CLEAR utilizes are “After Action Reviews” (AARs) and “Quarterly Data Reviews.” Together, these two pause and reflect activities help CLEAR develop and adapt data driven activities that best support our implementing partners and cooperatives. AARs are often conducted with key stakeholders to reflect on the activity together, discuss any needed adaptations, and capture contextual learning. Quarterly Data Reviews are conducted internally by the CLEAR team each quarter to review lessons learned, monitoring and objective indicator data, and to plan for the following quarter. While separate, these two activities together shape CLEAR’s CLA framework leading to more effective collaboration with local partners and a strengthening of the Kenyan cooperative sector. 
	Impact: The AARs and Quarterly Data Reviews have been critical to CLEAR’s ability to monitor challenges and adapt to the COVID-19 pandemic. The Quarterly Data Reviews in particular have given the CLEAR team dedicated time to reflect on performance monitoring data, presented by the M&E specialist and facilitated through purposeful discussion by the CLA Officer. The review has also incorporated US-based staff and interdepartmental participation, further enhancing cross dialogue and strengthening of activities. We’ve also used this reflection time to discuss cross-cutting themes such as participation of women and youth and shared best practices, i.e., zoom training techniques.Utilizing these two CLA activities has been incredibly helpful in navigating the cross-cutting areas of our program and sharing learning across IRs. The program has seen success in fruitful and honest discussions of the program's interventions and has identified specific program adaptations needed to achieve the M&E and learning objectives. While each pause and reflect activity has a specific purpose, their use together has helped the CLEAR team to regularly reflect on the work, progress towards M&E milestones, and lessons learned to inform the program’s robust learning agenda. We’ve seen a much deeper understanding of the learning agenda questions and more continuous reflection instead of only once a quarter. The program has also seen success in how these two activities have helped to support collaboration with local partners and how they have allowed CLEAR to stay attuned to the needs and capabilities of partners and cooperatives. Collaboration has been key as CLEAR works to strengthen the overall cooperative sector by linking different stakeholders and cooperatives. The collaboration and shared learning with local partners also in turn informs program adaptations to create more impactful activities. 
	Why: CLA is ingrained in CLEAR’s objective to “enhance cooperative networks to improve education and learning among cooperatives.” CLEAR was designed with a CLA approach embedded into the program objectives because USAID and Global Communities knew that we needed to strengthen collaboration among cooperative partners and incorporate regular learning into our approach so that we can best meet the changing and unique needs of cooperatives and document what's working for USAID and future implementers. CLEAR does this by utilizing a learning agenda and embedding practice-driven research into the program. CLEAR’s programing includes activities specifically designed to focus on the education and learning of cooperative stakeholders, government, and individual cooperators. These activities prioritize collaboration amongst cooperatives and cooperative stakeholders. CLEAR also uses learning to enhance the program and the collaboration with and between local partners. In order to successfully design learning activities, CLEAR requires a firm understanding on the needs and abilities of the learners. We feel that CLA also helps us strengthen the capacity of our local partners to facilitate handover of program activities as CLEAR progresses. Ultimately all of CLEAR’s curriculum, trainings, and community of practice (KCDO) will be led by local partners including the Cooperative University of Kenya. CLEAR is dedicated to incorporating learning and adaptation into program activities. 
	Lessons Learned: CLEAR’s CLA approach was developed prior to the COVID-19 pandemic, but it has proved to be an effective strategy for quickly shifting program activities to the rapidly changing environment. The AAR process enabled open and non-critical discussions about what worked well online and what activities needed further brainstorming to find effective solutions. For example, the CLEAR team identified that a particular cooperative had very few members with smart phones equipped for Zoom, so while their members were joining calls they were unable to participate in the chat or more interactive elements. Some were even coming together to huddle around one phone, which was not COVID safe nor an effective learning strategy. To adjust, CLEAR began providing this cooperative with sessions through WhatsApp using short audio clips and images and using the chat feature to interact. Similarly, the AARs and Quarterly Data Reviews have helped the team become more skilled at Zoom, Microsoft Teams, and WhatsApp by identifying skills or facilitation techniques that work well and later providing demonstrations. The team also used interactive technologies during these sessions including Mural and shared Google/SharePoint documents. These sessions were safe for the team to explore and practice so that they can use the interactive options as facilitators in the future. 
	Factors: Our CLA approach was enabled by having dedicated resources including a CLA Officer and M&E Specialist. These positions were critical in ensuring that these two activities were put into practice and that they were well facilitated. Having these positions requires dedicated program funds, but we know that without them the program would not be able to consistently implement CLA. We also know that the technical IR teams are often very busy planning and implementing trainings and high level meetings which result in missed opportunities to capture learning. CLEAR’s CLA approach has also been enabled by a supportive USAID program, the Cooperative Development Program, and Global Communities HQ. CLEAR’s primary obstacle for CLA implementation is team buy-in. Despite having dedicated individuals to facilitate CLA, the team often feels it is a major time and effort burden. The AAR and Quarterly Data Review, and our overall CLA philosophy, works to reduce the burden on the team as much as possible while still enabling purposeful learning and reflection. CLEAR’s CLA Officer coaches and supports the team through brainstorming sessions, facilitated outline development, and by leading nearly every AAR. The team receives significant coaching from the CLA Officer and HQ MEL team to reflect on learning questions and think beyond the operational aspects. Along with the Quarterly Data Reviews, we’ve found co-creating learning agendas and learning questions to be helpful in creating more buy-in of team members. We also encourage the team to consider the ways their existing activities can feed into CLA.
	CLA Approach: When CLEAR was in design, the team knew we wanted a strong CLA component, especially around content learning. CLEAR has three distinct IRs which are inter-related and require significant collaboration across teams to accomplish the overall objective to strengthen the cooperative sector in Kenya. CLEAR also has several cross cutting themes including participation of women and youth. These separate but collaborative IRs require significant communication and information sharing and the CLA model was ideal to help bridge them. CLEAR has found pause and reflect opportunities to be particularly helpful in building collaboration between teams and with local partners.During the early implementation period, the CLA Officer began implementing AARs. The AAR is intentionally simple but targeted pause and reflect activity that allows the team to quickly debrief in a structured manner after key activities. The process is typically led by the CLA Officer who leads the team through the AAR and can prompt if the team gets stuck. The third question on learning is especially important because the CLA Officer uses this question to inform CLEAR’s learning questions. The team uses a popcorn style to brainstorm as many answers as they can think of for each of the questions during the AAR. The simple questions allow for easy flow of conversation and no harm done if they team jumps around a bit. The CLA Officer often will ask a team member to say more about a positive or challenge in order to capture further details for later reflection. During the learning section, the facilitator is especially focused on recording any interesting bits of knowledge that participants may have shared, critical observations from the staff, or areas where the participants really struggled. These aspects are very important for CLEAR’s learning agenda which later feed into blogs, learning briefs, and reports. We try to focus on thematic areas and higher-level observations over the logistics in this section of the AAR. The CLA Officer generally records the answers on a shared document that all can see and after all the responses have been shared, the team collectively reviews, decides if anything is missing, and groups/combines any related points. CLEAR works with a number of local partners including three Kenyan universities and many consultants. These local partners are always included in the AAR process to encourage external collaboration and provide an opportunity for partners to provide key input into the event reflection and planning. We also know that several of our partners have incorporated the AAR process into their own work! Its incredibly important that local partners participate in AARs because we plan for them to take on leadership of CLEAR trainings and community of practice by the end of the program. We also want to ensure that the trainings and meetings planned are helpful and achievable. As a complementary pause and reflect activity, CLEAR designed a process for M&E for learning called Quarterly Data Review Sessions. These events were originally two separate sessions: one to review the monitoring data and a second to discuss the learning agenda questions each quarter. The M&E session was primarily operational, to identify indicator data that was lagging and required attention to ensure the milestones were met. This meeting was often quite long and tedious, and resulted in more “excuses” than solutions. In comparison, the learning agenda meetings were much more organic and resulted in detailed discussions about ideas and solutions to challenges but rarely came down to specific action items. The team decided to bring these two events together for a more robust discussion tying together M&E data and learning. The result has been fantastic. The facilitators send a data update and completed AARs to each IR group in advance of the session so that they can review and prepare any reflections in advance. During the session the M&E Specialist shares some reminders about the importance of M&E and our systems, goes over the data and key indicators, and answers any questions. Then the teams move into small breakout sessions to discuss. Each review has slightly different questions but might include something like: 'What were the top three lessons you learned this quarter?' Or, 'How did you overcome an implementation challenge?' The questions are designed collaboratively with the M&E Specialist, CLA Officer, and Technical Specialist to pinpoint certain areas of interest. Each team then reports back to the larger group. The session always ends with a reflection on the action items discussed and preliminary planning. The action items help to drive CLEAR’s adaptive management, making necessary adjustments to the program to ensure success moving forward. Following each Quarterly Data Review Session, the facilitator sends out a summary of the discussion, agreed upon milestones, and lessons learned captured. The document also includes action items and due dates. The team has an opportunity to review and provide any feedback before the document is finalized. 
	Context: One of the overall goals of the CLEAR program is to strengthen the Kenyan cooperative sector, specifically non-agricultural, urban, and youth-focused sectors. To achieve this objective, CLEAR works closely with local partner organizations and cooperatives to ensure a participatory process that supports their growth, autonomy, and sustainability. The stakeholders and cooperatives in Kenya’s cooperative sector are diverse and have a diverse set of needs. They have a lot to learn from one another, but unfortunately collaboration between stakeholders including Kenyan government, universities, NGOs, unions, and apex organizations are not common. This challenge is because of low capacity for collaboration due to limited human resources as well as financial and operational support for local partners to independently lead collaboration efforts. For this reason, CLEAR incorporated CLA into the program activities and is working to ensure that learning and needs assessments from local partner cooperatives are fed into program activity design. CLEAR’s activities will not be successful in the long run if honest and clear communications are not ongoing with stakeholders to understand their capacities, needs, and goals. To create a participatory and collaborative relationship, CLEAR uses two types of “pause and reflect” activities. First, CLEAR utilizes After Action Reviews (AARs). AARs are conducted after every event or major activity to discuss with organizers, both internal and external, the wins, challenges, and content learning captured. AARs are particularly helpful to collaborate with local partners to discuss expectations, outcomes, and adaptations for future activities. CLEAR also uses AARs to inform our learning agenda with qualitative data and anecdotes heard from participants. This element of the AAR also helps us to better understand how complex lessons are being understood and how local partners might interpret lessons differently than CLEAR. Secondly, CLEAR has created a unique Quarterly Data Review process led jointly by the M&E Specialist and CLA Officer that brings together the whole team for a review of the previous quarter's M&E data and lessons learned. This joint activity is super helpful for the team in understanding our program monitoring and objective level data and how that is strengthened by our robust learning objectives. The two sets of data are then jointly reflected on and plans for the next quarter’s activities are discussed. 
	Impact 2: CLEAR’s CLA approach is helping to contribute to the sustainability of program objectives by intentionally including local partners in every aspect of planning, including capturing learning and planning program adaptations. The AARs are always conducted with co-implementing partners and everyone is given an opportunity to share their reflections and ideas. We also believe that our partners appreciate this activity and can implement it now in their own organizations and activity planning processes. One specific way that we have improved the program through CLA is by developing the Kenyan Cooperative Development Organizations (KCDO) group. Through discussions with local partners, it was realized that there was not enough awareness of other programing or collaboration between NGOs. This was particularly a challenge around communication with national government and policy development. The KCDO, organized by CLEAR, has been instrumental in improving the cooperation and collaboration between partners. Similarly, CLA activities helped CLEAR recognize a need for more communication with the Council of Governors in Kenya. Previously, CLEAR was primarily working with individual counties and governors who were hesitant to collaborate. When CLEAR began engaging with the Council of Governors, we found more success in signing MOUs, encouraging government participation in trainings, and making headway on policy discussions. Finally, activities like the learning agenda and Quarterly Data Review sessions have significantly helped CLEAR identify specific content areas where cooperatives need additional support. It takes many conversations and analysis to identify the root challenges cooperative businesses face. By using CLA and focusing on our learning questions, CLEAR has identified ways to tackle each cooperatives' specific challenges. In the long run, we believe the CLA process, in particular these two activities, will help improve the overall cooperative sector in Kenya by strengthening the enabling environment through CLEAR’s local partners and helping cooperatives grow and prosper. 


